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RIOGRAFHICAL SEETCH . .
Lieutenant Colonel Jokn N, Edenfi=2id Jr. (MA.

?
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Central Michigan University) has been intsrested in the i

structiuire of the aircrat+t maintenance ofticer careser fi18id
since his commissioning, but more retlectively since his Kl"
assignment as the Maintenance Manpower and Fersonnel Statt ;
Dfficer at the Air Sta f from 1979-1982. He has served 1n a B
variety of maintenance positions ftrom sguadron throuch
command lavel in S3outheast Asla, 1n the Tactica: AL

Command, ans= in the United

wn
l_f

ates Alr Forces Europs. hes
completed Squadron Ufficer Scnool and National Secuwriis

Management Course and is

]

graduate of the Air Zommans and

Stat+ LCollege, wherse his study on enlisted mainteEnance

specialty classification
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armed hin a Specral Rasearcon

i

Award. Lieutenant Colonel Edenfield 13 a graduate of the .

fA1ir War Coilege, Claszs of 173G.
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CHAFTER I
INTRODUCT ION
A former United States Air Force Denuty Chnief of
Staff for Logistics, Lieutenant General Lec Marguez. advised
during a 1987 address in Europe that the future of aircratt
mainterance officers should reflect & "general 1st”
orientation. e fturther suggested that officers showio o=
concerned with combat organizations as well as the day to
day mechanics of sortie gaemeration. More than reviving the
age ald argument, of ‘'generalist" versus “special 1st”, mls
advice calls into question the maintenance communlby 3
preoaredness to meet the challenges aof ths twenty-tlrst
centurv. Iz todav’'s maintenance officer spezialty BrUDd v
structured and trained to meet near Elps long t=iem
requiremsentst I+ mot. have the required chang=ss Deen
identified and & pian developed to ensure orderl, evoiution
at tomorrow’'s maintenance 1eaders? In Doth cassz,
answer 15 a qualaitied ND.

Iuring the Alr rForce & +orty yvear history . we nave
alwavs been leaders in technoliogical development . STk Lo
the pace o adaptation ot MeEw capabllltlcé o e
employment of airpower. With the evolubion of hardwars, wur
preparation of personnel 10 the operational ArEns

ensursd & competitive edge. Dur pertormance racord 1n oha
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mission support skills has been somewhat less successrul iy 1t
has been reactive in nature to catch up to change ratnsr
than proactive in anticipation of change. The Air Force can
itl affaord to continue this modus operandi. Operational
success demands a strong, viable mission support structure
and no where else is this more obviogus than the +fiela of
logistics 1n general and alrcratt énd munitions maintenance
in particular. Is this career field ready ftor tomorrow? It
not. why not? What challenges lay ahead? Will the USAF of
the year 2000 1go0k much ditferent than that of today?

To be sure, technoliogical advancement will be the
central focus not only tomorrow but for the foreseeables
ruture. "High tech has become the émer;;an way  oOf
Tife."(5:210 Byt a word of caution must here ue soundsd.
We have, in the not too distant past, learned paintuliy ths
error of our “"smart machinz2, dumb man' maintenance concepnts.
More capabile systems stili require eqgually capabi= personne

to operate and maintain them, and squally capabi=zs o

i

GpiE TY
manage and lead the operatorszs and maintainers. Whitw we
carnot attord to stifle advancement in technology., neitihare
can we presume current  organizational, personnel , and
management prilosophilies are properly ftocused to harness and
employ new capabilities. DLDevelopment of the mMiss10n Suppor:

infrastructure must be on & par witn that of nardware,
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especialliy in the areas of personnel classification and
training, 1+ supportability is to be a realitv.

While we wrestle with thesge often competing needs,
we must be mind+tul of the context in which these
developments wi'l accur., First, students of demograahics
advise that the cohort base is declining commensurate witn
an increasing demand in  both the wmilitary and publac
sectors, espacially in the technological iy orisnted
specialties. Second , Congress fas Tevied SPECitlc
restrictions an +torce size that shouwld presswe zenior
leadership to apply serious consideration tﬁ total manpovesr
requirements. Untortunately, myopis cEnNLtri1sn and
intatuwation with uwnit size appear Lo welgihh mure imavidy o
the manpower reguirements determination process than harnsst
attempts at cost effective balancina of SUbG Y versus

demend. No one "likes" to take reductions (B NESMDOWST

7

CeESOUrCES . Eut we, the USAF, must soon real liae toat mcrs
etftective uwtilizatlon of rescurces, =23p2cialiy parsonng:
resowrces, even 1+ equated to reduced aubhorizations  and
more stringent accession, claessitication, and assignmeEnt
policies, 1s in the Pnational 1nterest, The raticnals +ror

change 1s comp=liing.

In amalyzing the status of the malrntenance of+icer

—

career +1eld, it must be  acknowledosd that SeveEral

prejudices and contenLions were neld at the oublseb of

’T
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project. These can be summarized as follows: accession
policy was based on the premise that “"anvone" could be a
maintenance officer; basic training programs haga not kept
pace with the realities of the "field": consolidation of
aircraft and munitions career fieids was i0ng9 overdue:; and,
maJjor commands preferred to Yclose loop" the assianment
system to retain "favorites." The +ocus of the research
etfort, however, was not toc prove or disprove theose
perceptions but to determine 1+ the functional and resouwrcs
maragenrs , supporting agencies. and the "maintenance

community" &t largs had considered anv of these or simiiar

1

15SURS . If they had, what was underway or planned in this
arenart

I fear thet the maintenance community has not glven
the topic sufticient thought. Recent proposals ©o uparads

the basic training program were 1 ang, 1ong Qv erdus .,

Fealization of the fallaciousness ot separate alrcr sttt and
munitions specialtises ig equally deiinguent. Malntenancs
oftricers need to take a hard Yook at their readiness Lo meac
the challenges ahead. This paper recommnends several stens

1in that direction.




CHAFTER 11
EVOLUTION OF & CAREER FIELD
A historical perspective cf ail relatsed aaircraftc
maintenance career fields is & <tudy ot batmn stapility and
change., Stability im the consistent recogniticn of the neesd

for an embodiment of officers properly trawned 1n tni

lif}

intracacies of the maintenance business. Changs 1n  the
evolution of a career field +from many specialties to fsw,
from specialist to generalistz. and Trom technician to
manager. Not &1l of this evolution has been +or the best.
The 1 January 1932 Air Force Manual (AFM de-1, TTnz

Officer Classification Systsm, provides the desarbure point

for an analvsis of the Air Force Specialty Codes (AFL0) 10
the maintenance carsser +ield, Thirty=-six years ago. ths

business ot AV1IONR1CS WAS tuckad into e

by

ommunications—-Electraonics Uccupational Field whros Seiir g
trne munitions arena had a separate Armament oo upat LOnEd
Field (AFST 35XX) and the Maintenance ShElnNEsEr 1

Occupational Field (AFSC 43XX) 1ncliuded both aircratit  anadg

ground equipment (see Table 1) .(18)
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TABLE 1
AIR FORCE SFECIALTY CODRE STRUCTURE 1932

Communications-Electronics Occupational Field

301e Communications—~Electronics Staff UOfficer
3024 Electronics Countermeasures Ot+ficer

3034 Communications Officer

3044 Ground Electronics Officer

3054 Air Electronics Officer

Armament Occupational Field

3216 Armament Sta+f Officer

3224 Guidance Systems Officar
3234 Armament Systems Otficer
3244 Armament Operations Officer
3z54 ammunition Officer

3265 Guided Missile Officer

3274 Nuclear Weapons Officer

284 Nuclear Officer

Maintenance Engineering Occupational Field

4316 Aircratt Maintenance Statr OFT 1oer

4324 Alrcrat+t Fertormance Engirmecsr

4334 Fiight Test Maintenance Jrficer

4344 Aircraft Maintenance O+ficer

4355 Froduction Control Officer

4364 Fabrication and Repair Jffi1cer

4376 Ground Eaguioment Maintenance Stattr Utrigar

4384 Graound Eguipment Maintenancs Officer

The transzition to the classitication struwucture ot
today (Table 2) has not been as direct as that suagested o/

comparina the two tables. The +first change 1s Lrne nemg ot
wnat we &are categorizing——occupational +i1elds nave JivsEn way
to wtilization fields. Secondly, armament and mainternance

englneering have become alrcratt maintenance and munitions.

Third, shredouts rave been us2d throughout to oznots tyvp

1]
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of aircraft, engines, and munitions. Lastlv, the
"uniqueness" of avionics and munitions has resulted e
cn—-again, off—-again moves to separate then mergre tnese
disciplines. In the final analysis we have determined that
avionics is not unlike other major subsystems and thus doss
not warrant a separate specialtys: we have not made the sams
determination regarding munitions, thus a s=parate specialtv

has been retained at the company grade level.

TABLE =
AIR FCORCE SFECIALTY CODE STRUCTURE 1938

Aircratt Maintenance and Munitions Utilizatiounm Fi1eid

4014 Maintenance Staff Officer

402 Alrcratt Maintenance Offi1cer
GO54 Muitsons Otficer .

3096 Azrospace Maintenance Director

Betare caoncentrating on the app=arance of tThe carssr
ti2ld as 1t exists today, 1t 13 important o raeview obnae
manitestations  of this evolution or specialtics., Liries

obvious aspect 13 the proverbial "the more things Crhangz,

the more things stay tne same." This 18 surely noticeaui s
i the wordinag ot the careger +i2ld descriphions. Tre
Maintenancs Engineering and Alrcraft Mairntenance and

Munitions Utilization Field descriptions will pbe wvsed to

1MMuztrate.
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A review of the introduction to the utilization
field reflecte a remarkable similarity among the 1932,
interim, and current versions. In each, the field

" . @ncompasses the functions of program formulation.

policy planning, production management , gual ity
contraol, inspection, and direction....immediate
supervisory and technical responsibilities..."”

(18:198;23:A13-11:54:A13-11)

In spite of significant technological advances, neEw WEACZON

Al

systems, and diverse organizational siructures <(the mare
things change) the description of the career field reflzcts
consistency in the nature and tevel of the Jjob (the mnore
things stay the same’ .

another aspect of thics historical perspective 12 the
gradual evoluticen +1rom a technical or YopeCial 131"
orientation to a managerial or "éenerallst“ construct. To
iilustrate, we will review the 1952 and 1976 revisiouns o+
the AFM 30-1 s=specialty descriptions for tne " Alrdrart
Maintenance UOfticer (AFSCs 4244 and 405y . Specitic
attention will be focuzed on the [utiss and Responsibililbies
and Specialty Gualifications poritions of the specialty

descriptian,

The first area of comparison 1s the two 11ilie

i

i
)]

pecialty Summary. In both versions, the first wora

13

"Ma

3
1]

ge : one 1s given then to the notion that maintenance

i

'

aofficers are managers +i1rst and torsmost. What 13 manaded

depends upon the cstate of the evolutionary ocycle or




business of aircraft maintenance. In the 1952 wversion
officers managed activities such as "overhaul, modification,
maintenance and repaib" whereas by 1974 they managed “field,
avionic, and organizational maintenance functions" wihich
happened to correspond to the titles of the three squadrons
under the centralized maintenance structure. Another aras
of interest 1i1n each summary 1s ‘"commands...maintenanca
units." Herein, then, one can presume that ailrcrars
maintenance officers are, or can at Jleazst gualify as,
ieaders by virtue af their autharization T
command . {(18:20% 122 1AL2-23)

A comparison of the Dutlies ana Responsiollities

Al
Lii
s
i

sections of each manual reveazls 2 relative consistency

fAlthough the latter version is more verbose, the basic Tenor

remains. here are four primary subareas. The tirst wrnrses
are almost verbatim: "Flans and Organizes..,.M&iACS0AMDS
activities," “Directs aircraftt maintenance activiitis=s," ana
"Coordinates a&alrcraftt maintenance activities." ) thouan
therz 13 only & ane word change i1n the ftourth area, 1t 15 A

s1anificant change., In 1952, the descriplion read "Performs
technical aircraft mairntenance functions" whereas the 17765
varsion reads "Supervises technitcal  alrdratlt o omainLenaries
functions,." (181209122 1ALE-23) This denotes the change 1n

fozus over the vyears +from technician to  supervisor or

manager, asnd from specialist to aensral 1zt

~




A review of the Specialty Gualifications attendant
to each description further amplities this aspect ot carear
field evolution. The earlier version clearly reflects a
technical orientation. Under Education, the dascription
reflects the desirability of knowledge and education 1n
“chemistry, electricity, and mathematics" and completftion of
a "Bachelor’s degree in aeronautical (=Tl mechanical

engineering." (18:210) By 1976 the trend towards a mor:

i

general perspective 1z readily apparent. The Education area
fias been divided into knowledge, wnich addresses thE need
f+or knowl edge in managehent proceduras in aircratt
maintenance and related lcgistics +tields, and Education,

wh;ch reflaects the desirability of & "bachelor’'s descz

fil

preferably in management or enginesrina." (22:A1Z-24,

A further example of the sensitive and often
confusing nature of car2er field descriptionz iz evigenced
by way of comparison of the speciaity description in the Ju
Rpral 1976 change to AFM Z2o~1 and the caressr progress.on

guides in the 15 April 1976 edition of &FR 35-23, Otficer

Career Deveiopment. Whilz the J1ormer iz cliear 10 1ls
emphasis on the managerial generalist, the latiter <t

retfiects three separate specialties (Av10N1Cs, ALrcratt

maintenance, and munitions) and a differentiation betwesn

statf orfficer “"maragsrs" and caompany garade offlicers whu
pErTorm as "speci1alists and +1rst oL E
10




supervisors." {16:24,23,24) A Ffurther aspect of this
special ist versus manager issue is found in & “General
Career Frofile" in the same AFR 34-23. This chart refiects
that within the total +orce structure, the requirement at
the lieutenant arade is strictly for "special ized
experience." Although the need narrows sharply,. it
continues through the grade of colonel in the Z& year group.
The need +tor "managerial experience' enters the chart at the
grade of captain (five year point), broadens cthrough tne
major to colonel grades, then narrows but continues thirouan
the +lag ranks,.(16:4-10) The change 1n thinking over ©ine
relative to the emotional specialist versus generalist 1szuz
1s further ref]ected in the fact that such a gerneral caresr
path of protfile iz not included in  the cwrent &FR
36-23.017

Our Journey through the history of the varlous
maintenance caresr rtields iz complete. The evolation Fiom
many specilalties to few, from a technical orilentanlon <o &
focus on management, and from specialilst to geEnerailsnt §s
readily apparsnt., This trek DbDrings us to  the foroe
structure existing today. wWwhat 13 the naturs of ©hs
mairntenance career field? Is 1t prepared tor tne rearlbilies

ot today and the challengss of Ltomorrow?

11
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CHAFTER II1
TOODAY 'S5 CAREER FIELD IN FERSFECTIVE
Changes to the basic utilizafion field structurs
have bren minor since the conversion to AFSC 40XX, reflec.ed
previously in Table 2. The =ame four specialties remalin
with some alteration to the Duties and Responsibilities and
Specialty Cualifications. Closer examination, however,
highlights a fundamental structural flaw and 1nternal
inconsistencies, owing primarily to two dittersnt offices

executing functional manager responsibilities and | th

14

reactive wversus proactive nature of career managemsnt.,
Change &, dated 15 September 1984, ta AFR 346-1 will be used
to illusztrate.

Specialty Description

First, and most apparént, the utilization rTieia i3
mistitled,. The "Aircraft Maintenance and Mumlblons
Utilization Field" 1mplies that the business or munitions
does not i1nvolve the "maintenance" of munitions. fTeh 10 Los
course of a careger, aircratt anzc munitions personined
progresgs to a combined paintenance Staft Officer  and,
hopefully, to Aerospace Mainternace Directar. Given thiz
pattern of pragressicn, would it not be more apprapriate Lo

call AFSC  40X7  the M"Aircratt and HMunitions Maintenance

Jtitization Field?™"




The second aspect is the apparent longevity ot thsa
basics of the utilization field. The "Introduction" to the
field has remained virtually unchangéd since  the 1977
version. It stiil outlines the gsame functions and
supervisory and technical responsibilities addreszsd in the
previous chapter. The primary exception is the adqitxon ot
“inventory management" (read as munitions supply: T o
munitions officers, & duty inherited from the supply

tield. (24:A13-11) pgzin, it appears the fundamentals are =o

general as not to warrant change 0 tight o1 past
technological advancement , revised organlizatlanal
structures, and changes - to pe=rsonnel ManAgemenc M

utilization policies.

Analysis of the Duties and Responsibilities zection

0
m

of each specialty again reflects oniy minor wording chan

S

The fundamental ingredients or planning, Grgarnily g ,
coordinating, directing, monitoring, and superviZing Pemain.

tiocn co

i

The continued thrust away from tecinnical specialisz
general managerial tasks remains evident.

Some c¢changes are noted 1n the Soeciaits

i

Qualifications sections of the specialty descriptions. Fir-
the Maintenance Statf Officer the desirability of sStart
level profeszional military education (P ) has Desen

deleted. («4:AL13-14)  prgther chiangs 1s 1n the Educabicn araa

tor Aircratt Malntenance and tMunitions Ufficersz. Since

gt NI

)
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bachelors degrees are mandatory for all cfticers, we now
state that uwndergraduate academic special izatian 1M
management or a technical area 1s “"desirable."(Zd:Al3-lo 1oy
Lastly, for the Aerospgce Maintenance Lirector, the
desirability of senior FME has been deleted.(<4:A13-20)
What is more personally disturbing, however, 1s eilwuhtesn
vears of gseeing how little attention is paid to the AFR Zo6-.
knowledge, s#ducation, experience, and training regulremsnts
in both the accession and upgrade of personnel 10 the
maintenarnce uwtilization +ieid, Accession PEQQ1ramen15. =i
we shall see, are minimal and upgrade to "fully auaiitied”
statuzs i1s a function of survival for the minimum fLime.

Accession _and Classification

The wother accession tool, aside from academis
degrees, 15 tne Air Force Otficer Gualification Test (AFGWT)

required of &11 ofticers, excepting of cowrss graduates ot

the rir Forcz Academy and other service academiess, Tors
test "measures aptitude” and can be used to "classite.. . anto
the most suwitabls &Air Force career tield and spsciaities.”
Five aptituae composites A2 - SCDred: poliot
navigator—technical i academic aptitude verbar and,
gquantitativa, Al though the navigator—-technical CompositeE
can predict success 1n trailning cowses for mainbtenance, oo
minimum score has besen established.'l15i27) In t+act, 1n the
1ate 17705 and eariy 1950z it was ths acceEprec practics To

14



access personnel with the absoiute minimum possible scores
across the board to make up +or previous accession

shortfails.

Formal Training

The next step atter accession and classitication 15

formal training. This area will not be addressed in detail
here but will be revisited in Chapter V. From persona’
rperience, having attended courses at both Chanute and
Lowry Air Force BRases, and being & former tUnctlonagd
manager, tnis area has lang been & weak 11ink. Freoa e am
changes have been, by and 1arge, reactive not proact.ve:
courses failed to keep pace with techrological anG

management changes (engin

advances, production ofFlenced

T

maintenance) and often taught subjects no longsr valid waen

the individual arrived at the unit (excaption L1
accountingi . Resource managers nare fadd ditricun iy
sol1citaimng  wvolunteers +to serve as  LNSTructors  av botn

schonls. Ard, 10 our push to k=ep the pipeline +iowing,
"washbacks" were 1ntreguent and academic eiiminations
extremely rarg. TimsEs must change.

Authoraizacions and lemographics

T ATt

1]
Ce

Thus far we have reviswsg three aspect
management-——acce2ssion, ciassification, and training. 1o
complete the logp-—assigmentz-—we must +irst review tns

authorization structures. AN Alr Force Loglistics Mansgement




Center (AFLMC) analvysis of this area concluded that AFSC
40XX authorizations were "top heavy" and that only "chanaes
in agthorizations and/or the methods uwused to determnins
authorizationsg" would correct this coqdit1on.(£b:ﬁ2»
Nei1ther of these options have been or ever will be warmlv
received. The resulting lack ot the desired "pyramid" or
"Christmas tiree" auvthorization structure is theret ors
inevitable.

Table 3 represents the AF3C 40XX Demographics as or

Uctober 1987, the start of this res=zarch projgsct.'<e

3
X

Simple math acknowledges the 45/5% percent +ieid grade to
company grade split in authorizations. The wir rForcs
Military Fersonnel Center (GFMFC) readily aamits, az «ifoini

pointed out, that this *'top heavy" field grade spilt

LE oo
supportable given the existing company grade basze. Divar
the current daistribution of lisutenant to CapLbaln

authorizations, sstablished by the major commands, &EFFPL 1z
torced into an accession policy that results 1n lieubsnant
marning in excess of 200 percent.!7)  Thris forcs structure
results 1N company grade orficers "grade substibtuteor an
f1eld grade billets and Jjob repetition for both company «ng
field grade otticers. <&’ The former must evenbually draw

attention to thes appropriateness of the authurization bass

itselfy the latter, clearly, can impact marale and percel . sd

career praogresslilon.
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AFSC 40XX DEMOGRAFHICS
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40XX Authorized Versus Assigned as aof

LTS CART MAJ LTC TOThL
AUTHORIZELD 356 1624 721 &% SS93
ASSIGNED 1041 1565 S61 7 3740
4 MANNING 292 96 61 84 104

409X Authorized Versus Assigned as of Oct 87

LTS CarT MA.J LTC TGTAL

AUTHORIZED G O G ) oo

ASSIGNED O z 37 plaly =533

% MANNINWG W < O T 108
4014 Authorized Versus Assigned as of Oct 37

LTS CAFT MAJ : LTC TOVEL

AUTHORIZED W Q 320 470 L300

ASSIGHNED 17 439 494 373 1323

% MAMNING Q Q 56 79 27
402X Authorized Versus fAssignsed as of 0ot 87

LTS CRPT M&.J LTC TG i

AUTHDORIZED Z68 1201 i9 Q 15

ASSIGNED 764 874 pud = 4 L&7o

% MANNING 255 73 147 0 1id

d024 Authoriced Versus Assigned a

i
C
+
i
[}
-
L

LTS CAFT Ma.J L7
GUTHRORIZED 58 423 La 0
ASSIGHED 2al 250 = <
% MANNING 275 nY 17 0

A simple review of these aunthorizations beygs ssvweras
gquestions. How are authorizations determined™ Mot very
scisntifically. Al though  there 135 a  formeal MAM 2 LW
determination process, personal experlence  suggsscs  thak,

tor ofticer specialties and grades, it 13 largselv subaschovs




and at the whim of the major commands and the functional
manager . Why has the autharization baze not Dean
arbitrarily restructured into a self supporting format’
Again, the major commands and the +functional manager are
adamant with regard to the need for +ield grade
authorizations, regardliess of the base structure needed to
“grow"'the personnel to fill these biliets. Theyvy ara also
the ftirst to bemoan the fact that company grade aofficers are
grade substituted into +ield grade Dbillets,. Al Thouah
correctable, the existing career +ield authorization oace
forces the functional and resoﬁrce managers and the maior

commands to "make the most of a bad situation.”

Al

HNosignments

What policy is uwused in making personnel assigmment
agalinst this authcocrization base? AFF 3623 states that we
nesd "career maintenance managers with extensive and varisd
laogilistics support backgrounds" anc thus off oabs shoula
serve "in a variety of aircratt maintenznce and munihLons
positions throughout their career."\17:lU&) Both  HGO
USAF/LEYM, the functional manager, and H& AFMFC Faiacs Low.
the resgurc2 manager, assert that to  accomplish this

necessitates a "tree flow" assignment process that dogs nob

L]

restrict movement bstween major commands and WES IS
systems. They also acknowl edge , Howeaver , that 0Nk

personnel do become 1dentified with one prioary Comma.d .

18




Their fallback poesition is that the Air Force needs both
“generalists" and “MAJCOM specialists." (2631289

Each aspect of career management-——acoessi0n,
classitication, training, and assignment—-—-has some tactors
in need ot repair. Accession stangards or requirena2nts are
minimal . Classification requires unneeded.SDEC1alzzation ak
the company grade. Training reacts to advancement rather
than accompaning or preceding the change. And assignment
practice diftfers from the stated policy. The i1ssus at hana
1 whether we have properly ldentified the type and misx wr
otticers nec2ssary and whether 1t will changs measurabd! s

given the technological and organizational changes that 1 oom

aver the horizon.




CHAFTER IV
ISSUES FOR TODAY AND TOMORROW

Many articles in scores of professaional Jgournals
have addressed the challenges that lay anead in the next
century. At issue is our preparation to handle what 1=
clearly & three tiered dilemma: maintaining the current
force into the toreseeable future; fielding and integrating
a host of new technolaoglies; and, developinag the
organizational and support structures in light of budgstary
and resource constraints. fis 1s wsually the caszse, our
readiness 1n zome areas 1s quits good, 1n others 1t 135 1ess
than desiréble.

Marntaining tihe Force

It has been stated several times ©LThat sasiruraftt
currently on thne ramp will account for 70 to B0 percent o+
Lhe total Air Force 1nventory at the tuwn oT the

century.uiils Tnis naturally calls into guestion today’

i

capability to suppert today’'s +torce, Most of us are awars
of the tremendous efforts expendad the past eiant vears Lo
improve the supportabilliity postuwre of the wir Force. 1n

tarms of supplies, equipment, and personnel .

z
1y
e
L
<

AVE

It

"thrown'" morey at overcoming the parts shortage whii

developing manage.:.nt systems to preclude similtar orobioms

in the future, We have alsc introduced & number ot




personnel initiatives to improve enlisted maintenance
specialty classification, utilization, and training.

Ettorts to enhance supportability has 1ngd=eqg
improved, as has our overall capability. _ Ilncreacsead

availabiliity of spares has resulted in higher in-commissian

1

and sortie generation rates. And to ensure the problems

LUl
G
5

the past do not recur, considerable emphasis has beean .

ul
[}

m
i

on the logistics "ilities"--reliability, maintainaoility,

i

availability, and supportability. Air Force Loglstics
ZCommand has deveigped ths Weapon Svystem ilaster Flan wihicn
emphaélzes a coordinated progection to eennznce COmEaT
capability.(7:13)  Although geared supposedly to addressing
total availability and supportability reguiremsnts Tor
future weapons systems, the plan +xils to 1ncluas psrsonnsi
nesds~-specialties or numbers.

To address the personnel 1ssaws, ol Uhal dloam
inttiated a program in 1920 to correct detioisendiss in

malntenance persannel classiftication, Cralmlog ., AlG

B

utilization. The thrust of this ef+ort was to overooms Thiz
"manpower 1ntensive, nlghily specialized" enlisted strocbuics
of th= day. &lthougn mesting 1n1t1a1‘reslsuance. Tz etroreo
gradualiy gained accepgtance and a mame——R1vet  Workforoas,
This pProgram estalbl 1shead four obhgectives: Or1enT

"maintairnzers' to a particul ar weapon system or famil s ot

n

yatemsy combinge specialties with similar technologiss

=

e Py

.:. . '.,.m. ,‘.. '
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focﬁsing on "on eguipment" tasks; focus training and
development policies oun progression from Airman to Mastae
Sergeant; and, revisit unit manpower standards toOr accuracy.
Although initially aimed at correcting prob!ems of the past,
Rivet Workforce is a “vehicle for orderly, proactive
change."{Z33-3)  What has not been addressed in any similar
degree is what we expect or require of the maintznencs
officer of the futwre whose Jjob -it wiil be to legad thsse
new, more capable maintenance technicians.

Fielding Tomorrow’'s Forceg

And what kinds ot systems will tnese mesw t@chm.Cians
e required to support?T Tomorrow’s aircraftt, the Advancad
Tactical Fighter and Advanced Technology Bomb#r, hava
awesome potential, but the technological Cnalienges are
egqually formidable.'6:i32)  The Air Force's Froject Forecast
IT has painted the picture of +uture research @+to0rLs.
Highlighting “thirty-nine techrnologies and Thlrh cmane
advanced systems" that will maintain our supremacsy OVer 4ny

adversary . lDespite continuing pressure to field "simpler,

notice that

i
n

L

presumably cheapizr systems," the forecast serve:
technology will remain  the <+ocus  of IOCKHEXSLM9  Comizal
capability even under greater budgetary constralnts., ' 4i47)

The Forecast 11 report categorized ths 1mnitiatis

i

in S1e categorices:

-
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"propulsion and power: vehicles. structures and
materials; electronices and optics; Wweapons
information, computation, and displays: and, smvatem
acquisition and support.”(4348)

Some of the specific ideas envisioned in this muwlti-faceted
program sound more appropriate for Star Trek tham the Aur
Force we serve. New fuels could have sutficient energy thnat
only one gram wauld power a trip to Mars and back 1n onay
two months. Trans Atmospheric Vehicles would travel ~rom
New York to Tokyo 1n two hours. "Super cockpilits® wou'id bLE
equipped with artificial 1intelligence systems and panoraiilc
displays on the pilot‘s helmet wvisor,. Alrcrat+t wouold bLe
manufactured with "smart skins" containing embedded ohnased
arrays, thus replacing "bulky anternnae, Sensors., And
communications devices."(1:1Z0) The challenge to =Rsur:as
the availability anmnd Qualitication of mailntenance

technicians 13 obvious.

A sSecond Mmalor resgarcn oroject 16 aBared Lo

addressing “the problem ot maintaining ncreaslngly Zomi ex

military zircratt" of the future. The Generic Intsacrabzd
Maintenancs Diagnostics (SIMALS) DIOgr &m OO B O

designing maintenance diagnostics 1ntarnally to thesze new
systems. GIMALD would incorporate advancsc Ccomputers Do
provide "redundancy in operatirng +unctions, " ANG TEW
technologiez such as “"fault tolerant avionics EFCﬁ;tECtUPEB

and very high spesed integrated circults" fo manage mui bLio =

P




internal systems. The net result should be fewer 1ine
replaceable units and improved maintainability.t(&:luw77:
This system is envisioned as an aid to maintenance
personnel, but what of the maintenance technician required
t0 maintain the GIMADS structure itself?

Both the Froject Forecast 11 and GIMALS highlignt

the potential of our always +forward push to espioglt the

advances of technologies. The logistics support systems for .

these new capabilities will certainly tTax oQur personnel
resgurces. But once again, none of the publications fouting
these future capabi\ities address maintenance personned
requirements., We cannot afford to let the past oe repsansd,
then devise a "Rivet Workforce II“. to correct enlishaed
sceclalty shortfalls. Nor can we continue to Lhink Lhac
maintenance officers produced by the current acc2ssion,
classification, and training apparati will be qualitied or
capabla of leadina a far meore sophisticated worktorce in &

more demarnding environment.

Meeting Organization Neeas

and what sort of maintenance arganizabiunai
structure will be required to supcort the Air Force a;ter
the year ZuOl? Wi1ll we see an adaptive continuation of thz
zx1sting centralized and decentralized cbncepta? Wity the

buaget ana/or threat force us to smaller, more 1ndepeEndent

and widelyv dispersed uonits” Or will we ngead Cconpostits




organizations with multiple weapons systems-—a stand alone
strike force tailored to one specific mission?

Certainly, for the foreseeable future, the existing
organizational concepts will suffice, at least from &
maintenance perspective. The centralized concept for 1arae
aircraft and decentralized concept for fighter aircratt seem
well tailored. Strategic Air Command 1s comfortable witih
the centralized concept for its bomber and tamker forcs, and
full beddown of the E-1 would, in  ail probapility,
nece=ssitate only mingr changes. Military Airlirt Command 1=
similariy pleased with the c2ntralized concept 1n the
continental WS and nas adapted consolidated support wiits
for assets i1n the airlift “channel ." And, the Tactical Fir
Forces see little nesd to abandon the decentralizéd concent,
recognizing the subtle command differences 1o aAcComoGats
Tactical Alr Command’s deployment needs and the =Dl ovimesEnt
ruanceEs 1n the Buwropean and Facitic btheaters of opsration.

Even with the obvious advances 1n technol sy aml tne
conversion of weapons systems, there appesars 1Ti1ttise nesd Lo
alter substantially the organizational structurss  Lhat

presantl~v serve the caommands 0 well. Al Enoleah raturs

i

al~cratt will 1ntroduce new on-board systems, at mosh bnee
would be a need only to realign certalin "shops" within tha
existing squadrons. The biggest change and cihallerngs wili

be early recognition of the need to train personnsl  ©o

] =
acad
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maintain these new aircraft. Nonathaless, there are volices
contending changes must be made, focusing aon how we 1ntsng
to +ight.

The first effort is focused on countering the
increasing vulnerability to attack of "large. +i1xed maln
opetrating bases." The Air Force 2000 regort called for a
"dispersed air basing strategy" that places a2mphasis on
"unit mobility, flexibility, and autornomy, and will reguire
a leaner, more broadly trained workforce.":::3) Supporters
of this concept contend it will be mandated by a combimation
of demographic and budgetary realities. "This ostensitly was
a motivating factor behind the Rivet Workforce specieliy
restructuring effort.

The second eft+ort argues what 1s needsd Lo mest
today’'s threat is "relatively selt—-Ccontalned,
gelf-sutficient fighter wings that can launch from one baze
all tacets of a strike +orce package....” Thiz Ccombos.tTa
wing would consist of various mises of A-1lu, F—135, F-la, .4
eventually ATF aircratt grouped to perform ons ot Lhves
missions: “counterair, interdiction, or close air supporc.”
It is not i1mportant here to argue the operaticonal merit or
such an organizational concept. What 1z ugbvigus ars the
logistics hurdles—--redistributing of munitions and suppil1ez.

new tacility construction, spares stockage, ard thne




increased number and variety of manpowsr requirements-—that
must be overcome to effect such & concept.(l4:ll-14)

The challenges of the future are apparent, bubt not
insurmountable or necessarily even formidables it we develop
a strategy today to meet them. The Air Force has worked
diligently to +Ffield new systems, construct maintenance
facilities, and provide adequate szspares leveis. Arttention
to personnel needs has received less attesntion: Mor s
au£horization5 were otten the only solution to evars
prablem. A host of realities forced functional anag resourcs
managers to redress past shortsightedness, hence Hivet
Workforce. A similar approach has not been forthcoming bog
azsess the quality of maintenace leadership. This 12 Not 1o

imply that the 40XA career field surfers a major malaiss

that threatens ouwr combat capability. But attention To
accession, classitication, training, and assignment necds
has been lacking. It 15 time to snsure that maintenancs
teaders and managers are "as we would want them" and not "ac

we have come to accept.”




CHAFTER WV
SOLICITING A SOLUTION

As previously stated, the thrust of this ressarcn
effort was to determine if the accession, classification,
training, and assignment policies of today were, first.
correct and, secondly, responsive to the needs of tomor%ow.
The approach to find the answersz followed & three- prongsg
approach . First a series of letters went out to Hd
USAF/LEYM, HQ AFMFC, and the Directors of Maintenance at HEs
TAC, USAFE, FACAF, 3AC, and MAC. These letters focused an
the following questions: what 1nitiatives are currenti. in
warl: regarding career management for the MaimtEnance
diséip]ine; are change:s needed to acceszion standards:
should the alrcrafﬁ and munitions officer careser tielos Le
combined; ars any changes necessary and/or programmnsd o0
expanding basinc training, especially 1 teEchnical
orientation or 1nstruction in other loglstics discic! inss:
and ., was there a desire or need to close loop wrficers to
specific commands, or simil&ar commands? Imn addition, HE T
was asked to provide data on on—going or procaosed changaes wo
the existing basic Ltraining courses +or both alrcratt anc
murnitions maxntenaﬁce offlrcars., The second Drong wWas 4

review o+ previously publ i1shed Iources inciuding

professianal Journals, Alr Force manualsz and regulations,




and similar studies in this area. The third prong wWas a
number of one—-on-one discussions with fellow maintznance

ofticers. To structure the results, we will look filrst at

current initiatives and then what was suggested +or th

i

future,

Current Initiatives

The issue of comnsolidating the aircratt andg
munitlans maintenance careser fields was addressed by tag rie
Staff 1n 1932, but an agreement could mMot be reacned bstwesen
Vthe two functional managers. It waszs readdrsssed 10 iv3o
with a more favorable putcome, at least 1n principle. Tre
proposal was presen;ed tg the major commands 1n Janusiry L1937
but was noct accepted by all sttendees. fhe maor stumb .o ana
block 4ocused -on the '"uniguensss'" of munition%, e2paCially

the perceived ne=sd to detrine and track nuclsar 28oerTilss

The discussion then shifted to training ., winere nois

crsmonal ity af material in the core coursss surraced. This
redirectsd the effort to one of major modification  of

trairming programs rathsr than a reciassitication of caraer
fields. (&7

Fart of the discussion on training ftocuszed on tine
utilization aof 40XX ofélcefs. This higni1ghted two trenos
atr =raft maintenarce officers performsd alrcratt nalntenancs

wher2as munitions otfic

i

re performed both  upitions anad

=

sircraft maintenancs. The fundamental proolem was @ oras




by the AQir Staftf as foilows: training did not @match

personnel utilization. The aircraft course wa S0 Week s

1]

the munitions course 14 wesks, with conziderabls
commonality, but a difference in emphasilc. Despite neving

separate courses, with two separate specialties, both
wt. icers were being used interchanasably. - Ang the
classification structure has both disciplines merge £
became a maintenance staff aoftficer. The bohbtom 1linge was
that officers were not prepared for the "full rangs or

duties and responsibilities" that would surface duw-ing or

il

career.(28:A1)

The proposal to merge the training orogr

bl
=
w
3
]
b
i
~
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i
ju s

unanimous approval at a major tommand, Joint Dirsctor or
Maintenarnce and Director of Munitlong COMNtErEnce 1N AUSUE:
1987, The training mergar will resuwit in one 1nitizi
maintenance officer course of approzimatel v =1 winah g
duration. A separate. follow-on courss 0F aEDJUbl Larads wWesko

will b2 provided to all officers selected for assignment to
rucliear capable wnits. The henefits envizionzad 4rom this
approach include better preparation +or notential duties and
responsibilities. 1ncreased +lexibility For DMz . bebtbers
utilization of officers, and better preparstion of SenLor

logisticians, ‘<8 i1A3) This merger 1s ot a LRaNacCeda, Nuwevet:,

Whether the functiomnal and ra2source Manader s a0 Tias

maJor commands realize or will admit 1t or not, this merasr




is de Ffacto recognition of the ilnevitability 0
consolidating the two career +i1elds. One training courss
that results in two separate specialties simply will not
survive. While one course may better prepare officers tor
the full range of Jjobs they may face, it does not therefars,
by detault, guarantee better. personnel utilization. g
this merger will not make better logisticiansi mailntainers
ves, but "maintainers do not logisticians make!"
The merger of the bazilc courses is the first step 1n
what the Air Staft zees as é three part serial to develoud a
402X training continuum. The second part would incorporace
a series of Alr Force Institute of Tzochnologay “GAFIT)
1pgistics continuing education courses. The trhiwird step
incorporates magor command uwnigus trainthng prograns. ooth
syztems and procedures oriented. Both will be reviewsd
brietly.
The AFIT Togistics comtinuing @ducation CcofceEpt 1S
designed to "broaden l1o9i1stics officers." It incliudes +owm
coursss, spread acrozs the officer’s caresr. These Coursass

cover s Introouction to lLogistics; Combat L 3T

m

:
Intermediate Logistics M zgement: and, Senlicor Logilsbics

Ufti1cer Devel opment. These courses would oe availlabie

WL

correspondence , seminar, and residence and would b

"“mandatory for early upgarade to statf AF3Cs." (£T i)




The proposed major command training programn
satisfies a perceived need to fine tune offticaErs with
technical ar nardware training and "unigue'" management or
procedures training. They are based on the "evervthing yowo
need to know about" ana "how to succeed 1n" concepts ot
personne]l management. Thew<s courses, of farad b
correspondence and 1n residence, would be mandatory uwpon Ths
individuwal ‘s +irst assignment to a particular weapon svstem
or command , or arter a three year ssEparation From

either. (ZB:AT) There are hidden message heras {fur thoze

0

involved in the business of classification and asst

i1
T,
X
a
i
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This will be developsd 1n more detall later 10 this Thactsr.
This i3 the sum of current initiztives Lo bebtosr
prepare maintenance officers. To assess what the fufurs may

hold and where 1t might lead, we will next look at the

inputs recerved to the letters of Inguiry. Wie wili +irs

assess the perzpective of the tunctional manager 1011 0w=20 Ly
that ot the resource manager, To round Qut Lhis revldm. weE
wili then turn to the inputs +rom the major Ccommands.

Functional and Resource tlanagasr Ferspschlsy

The 4functional manager provided a candid OveErvisEw or
the mir Statt gersoective of 404X caresr Flé]d Mar 2IRMEN - .
First, there are no chang23s under consideration rega~ding
accession policy (specialty entry requirements) . Hor  oars

thes entertaining. at Tthiz time. Aly conzideration Tl

L
[




combining the aircratt and munition malintenance ofticer
career fields. In fact, the subject has been purposedunily

avoided because of the emotional, volatile nature of the

issue. -With regard to assignments, the &Air 5Statd has
advised Falace Log that the Air Force needs "wel! rounded
maintenance officers with a good breadth of exparisnce.! but
13 quick to add that "there has been some de-emphas1s of Chs
Falace Log career development role.” Theretore, whil=

stating that "current assignment policy dDEs not Ciose 1 oop

cofficers to specific commands" the Air Statd ackrnowl=dass

that the major commands have acaulreEc considerabie 1

=

i

tit.aa

in influencing the assignment process. It 18 the tuncticns!

a "aool mis uT

i

)

manageﬁ’s position that the Air Folce need
ot+icers wifn gerneral maintenance background and oOff Losrs
that tend to be i1dentified with 2 specitic command,! -t
This, one would assume, 15 the gulidance provides t©o Lne
FeESoUrcsE manhager .

t'alace Log acknowledaez that there are no "mandacry
underaraduat2 degrees" or minimum AFOGOT scores reduirsd o

accesszion 1nto the maintenance career field. Rather Lnan

v

2rngaqlirmg 1n discussion of the nesd and/or marit of 300 &

¥

orerequisite, thay wers guick to outline bLhs "bureadorabic

Jungle" that must be traversed to effect suzh & Change. o)

In detense of Falace Log. the AFMFD Fersonnel visasarsnsnt

-3

Divizsion advised that the &FORT 13 "primarilly am CceS:s L0050




tool" to assess potential in commissioning programs and was

not designed as a classification tool. Research, 1n ta&ct,

thhas not been done to validate the navigator—-technical

composite for determining success in a particul ar

n

al-esr
field. (€3 Falace Log also advised that minimum scores had
been established for the Verbal and Guantitative AFJUT
composites for all officer accessions.(27)

As noted earlier, FPalace Log acknowledasd Lhe
difficultv supporting field gradé requlremsnts  wWwloh  LTlres
existing company 9grade base. They do not consider Tohe
resul tant grade substitution and Job repetition &%
deleteriocus and consider prgfessional devel apment stil.
achievable by rotating personnel betwsen commands =303 w3000
Cysfems. They al=zo stated cross Fiow opportunitiss existesd
into AF3Cs 0C445 (Director of lLeodgistics), 0GYe (Dirsctor ur
Resource Managemeht), and IS99 4 tbogisthics Flans sl
Frograms) . Like the fAir Staft+, Falace Log agrssg that ©oz
Air  Force dJdoes ot have a  "MAJCOM  pased cloasad Voo
assigrment systam" but azknowledged thal “"thers ars ottt o803
wmho have tended to be 1dentified with Sredominanbti s one

MA.J

0

oM." fAFs for latitude in assignments. AFHFD beli=ve

crosstlow between centralized and decentralilized malntenance

concepts bullds the functional manager’'s "rounded orricers

with & good bereadth of experience." (Za8) I word, 1+ (ot in




deed, the resource manager certainly seems to be supporting
the desires of the functional manager.

The policy tormulators and implementors have stated

that there is a need for a aqaood mix of "malntaenanoe
general ists” and "command . specialists.” AFMET has
identified "generalist"” as someone qual ifi=d in two

logistics disciplines or somecne with experience ia oobh ths

centralized and decentral ized malncenance CONCHRTs. =/

There are wvery few of the Fformer and the i1atter 13 =

simplistic definition. What waz not i1dentifizsd by eitiee-
the Air Statf or AFMFC was the number of Tasners) izt
positions, rnor where they were located. Absent from this

"policy" 13 recognition of the ob@ious—*peraie ArE S2i=2cied
primartly un past experience or Epecific expertizse. There
are tew, vary ftew positions reguiring cenaral lsts.

While on the =ubject ot genaralist. ;uat.wnat
exactly did the former AF/LE have 1n mind when he sugaszted

~

we need “loglistics generalizsts’ A member ot the Researah
Grialysis LCorporation has stated that within thse nent  Len
vears “the primary protessional OSrSOnne: Classlt LIanlan
will be the Logistician” and that the ssparate tuncLional
speclalties ot maintenance, supnly, tc. will oe a surri= Or
this basic code. He turther &lleges that the “major probl i

mas been functichnal sub-optimization” that bhas

1}

impacted the l1ogistics =svstem., the miszion, arng caunssd




embarrassment to the military.(1Z2:48) But  whah 1s @&
“logistics generalist" and if the professional community
does adopt this classificaticon approach will thae miltitary
necessarily follow suit?

ne U.5. Army counterpart has defined "logistics

ceneral ist" as

“"a master of logistics, profescionally developed «and
=killed in multiple lTogistics functions...expertise in
managing perscanel , resources, i1nformation services,
maintenanrce, supply, transportation. Ana
procurement...a working knowledge of research theor:,.
the application and use of statistics, intesratzg
logistics support., and international logistics
operations.* (11:3&)
This certainly appears to be a pretty full clate fo- ong
individual . Again, however, it has been asserted that this.
with the corresponding classification coding, w1l e A
naturai outgrowth of the civilian Togistics pDroftes=.on
becoming "more complex, more educatsd, more gsvstems thsor s
oriznted, end computer dominated. .t C1Ei47) Such & ShL+ttoLn
directiorn and personnsl management would demanc si1anifioant
changes to existing accescion, 2lassiflcaticon, training. &no
assignment policy and procedure.
Feturninog to the 1mpact of the assigmments  and
"specialists versus generaliszts." AFMFDC has also 3tated Lhat

zome people desire to remain at unit level throwanout the s

carazr wWkhile others prefer to serve onlyv att the statt Tewz:.

In the firset case, MAFFIFD allsges there 13 NG reason

st g

o amew e




individuals cannot snjoy a successful career entirely at Lthe
unit 1e§e1, whereas there is not a need +or professiona
staff ofticers.'Z7) There are several 1nconsisterncies 1m
this argument. First, success strictly at unit level 15 &
matter of definition of success--will liesuternant coionesd.
sguadron commander gqualify? If we do not need protessicnai
staff o?ficers, why do S0 many in our businesz "appear ' ©o
go Ffrom staff to staff? If staff touwrs are rot &
prerequiéite tor promotion, why 13 this tha declared view o

assignment orficers, AFR 36-Z3, and Air Force  senioe

cfficers? Does nok a staff tour help aeveloo "wsli roundss
otficers with a breadth of esxperizoce?™" fAnd  somewhiere L
this self realization whyvy not admit that "ultimate succss=z v

advancement Lo general afficer, 1n thils pusinezz 135 onlv

oossible via AFLC channels. The witimate th

3]

(=¥

!
13

T Ot L
"maintenance community” can  hope for and  aspurs Lo 1
colongl « oreterably at the sta+sf becausse more  &0d  Gobs
"career malntalne~s" do not covet thas hectic 1ive o & (00,
A word or two on fundamsntal "Caress mEnadSient
theory 15 1n order at this ooint. Todavy's Hticer Carse
Development Frogram 135 based on a orocess whers Do so0ne-
esvecial lv rated cfficers out alszg morrated officers, ars

"o

careesred”’ 50 far as possiole 1 thelr o Tgimal

. For osoth arc ws of officers, the Ystacsg

1t

.,

Ml

H
i

2D=C 14

Y

i

primary purpsse of caresr management" 18 o, tirst., prepars

Ll




otficers to assume increasing levels of responsibiiity

within the defense apparatus and, second, <To orepar

il

i

officers for advancement,(3:93) The underlying theme hear
is that one enters active duty as a "specialist" and srows.
within that specialty throughout one’s career, to meet &l
Force needs. That is the theory: what is.the practice?

In meeting the primary purpose, 1t is acknowiedgsd

that most officers. in our c&ase maintenance oftficerz. &rs

by initial training and classification, zo=cialists. e
time, and through progressive aszianments ana A0L
opportunitizs, one would exupect to advance. Thaory nolds

that as one progresses, haorizons broaden as does
understanding of “"the big picture.” The naturzs!
continuation of thas theory 15 evolution of a ganeréi"
within e2ach career area. This naturally begz a question as

to why, when advancement requires gonatral 1s3ts. EENLOP

rficers 1nst

g

U

£ on maintalning oftficer sSoeclar1sts. T
answer 13 zimples a certain number of officers asvancse o
colonzl . each understanding that to continmee to asnec ol

(read that r

W
i
n

Q¢ rair reguires subordinat

repgutations and e

T

ensive

1o

“perilence 1n thelr  ceESgesn s
career fislds——thev want specialists.” {13:29-30

ne=ds specil

[y

lists to funcrtion and the asnerallsts wiil

Dubble to the top to take charge.

]
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The Major Commands Weign In

The consansuz of the maJdr commands respoandins to
the 1inquiry shows some variance +rom the aforementiored
guidance +rom above." These differences are Mot
particularly major, but they do beg a guestion ar two. !iave
the major commands expressed their real concerns to ths aur
Staf+? Has the Air Staf% effectively supoorted the desires
ot the majgor commands? The issues are nob particuiari-

"easvy" to solve, but it will only be done via a cooridin

T =]

i,

major cammand and FAir Statf aporoach, and not tne mediuam of
an individual research project.
Three of five commands responding commentaog on the

meed {far such a reflective look at Lthisz suio

[
it
i
-
L
i
2
-

regulires "careful tnought and planrmring toogav«" to ensou

i

Vi

are prepared to meet the challenges of the futuares. Ll v Sl

commands spetificallv addressed thne Ygeneseral 1zt 1zsus, Ui
stated tnat "purposetully Jdildting the  fraining Ot oue
malntenance ofticers does not zguate to A War wilniniins
philosaphy . L3 Another oftered "The “gensralizt sheonld

come by traininpag our maintenance of+icers 1n obier owilszbos

araas as they nteract 1n their primacys fimlg." '3 Wk g e
not specifically addressing the "gereral ist” VE SIS

"speclial1st" arguement, ssveral commands thiink Yspecificibv”

15 required 1ir some are

fis
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i
;
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In the area of accession pelicy, none or the
respondents expressed a need +taor undergraduate degress 1N

scientific or engineering <fields. Howeveat . four ot

-+
-
<.
1Y

specifically addressed a need for maintenance otfficers g
possess a technical coﬁpetence, the ability to agraso
technical and mechanical concepts. In this light., whiles
none re:ommendea instituting AFJAT minimum scores. two o
five suggested =some means of m2asuwring technical aghtibude
prior to selecticn for inigial training. 'S 131138330538
With regard to the long—-standing clazusilficasion

issue of combining the aircraft and mumnitions maintaen

in
o
it

officer specialties, three of five COMMancs favorad
consol idation. Cne Foldout, who atzo hinted ab secaranian
even at the field grade level. has rno organic menifiong
responsibility. Legspite recommending the mergsr, the nsoss

o retain some leved of munitionz expariis

B WAS MEC0IninEo
and advised, cszpecially in the nucl éar
Freiag, (3Widlidaiadias) Clearly, this issue will susiolso
urder fThe surtace wuntil  all participantz step  wo . Dun

parcchial 1sm aside, and decide what 13 besgt for thse @ir

Force.

A1l respondentz aopear sati1sfied with fhe oroanossd
changes to the basic maintenance Lralling CoUr3es. D k2
recomnended adding inshruction in othmer logairst 1oz

disciplines, aside +rom  the supplvy furndameEntais alimaed

T T

e w




inciuded. Any turther 1o0gistics training was recommendsd a:

follow—-an courses at the senior captain and major ranks as
part of total career development.(30:i31332533:34) This

seems to suggest that mainterance 1tself is a difficult
business that can consume an entire carser. The thought,
thereforsa, thaﬁ one can become a "logistics amnera.isty,
equally competent in several dizsciplines, seems less 11k
in fact than in theory.

The last area of considerabion nvclves tha
assianment process. None of the respondentzs tavoreo =

ciosed loop structure similar to the Fivet Workfaorcs 1ickag

A b - -
cne &N =

sted force. Cach did, however, seo

>
m
b
a
!
]
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CommusariZs .,

stability in the process bv linking individusis to
Whether "command unigueness" is & legitimate argutesnt, T

conmands want maintenance ofticers  that wangarst:

management system and have techrnical COMISTENLD

i
£

i
i

wEapon system. They do not relish a constant "reirain
of each mew i1nbound. While ackrnowledeing the meed bo Ui
fAir Statt, Air Force Loaistics Ccommand. Alr Force Sv:

Command, and pos

L}

1tble Joimt oilletsz, these are considsred
exceptions to the rule and showid not neasate the potsntias

- -

benefits of & command based system.'30:31:i32:33:15

o

the desires are moch difterent, 10 fact. Than the acboxl
systen 15 a4 mabttsr aof interpretation. dNoagtnelszz. conmmands

41
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want their own resources: they may be willing to exchange
personnel within similar maintznance caoncepts and weasons
systems, but "free +low" ar "any option Spen" ig rmobt what
the users want and perceive they neesd. The 'statf," tne=

tunctional and rescurce managers, should provide the users

what they need to get the Jjob done.




CHAFTER VI
CONCL.LISIONS
In the introductory chapter it was posited that the

-Alr Force was not as aggressive in the management of

-
x
ili

mission support skills as it was 1n the opsrational skiils.

|

The primary focus of this contention was broadly addressed

I}

as the area of logistics and most specificallvy the +i121g ot
aircraftt and munitions maintenance. In fact, 1t was stau=d
that the style had been predominantlyv reactive ratnar LRan
proactive, cut that this trend would not be acceEptable o Lvel
a threetnld challenge of rapidly advancing technolocy,
declining availablo conort base, and congrsassiconal oresssurs
+or reducead force strengths. .The logaistics BURCOrT
structures af the futurs w1l certainly +ace Mia o
challenaes and opportunities 1n this rnew shvironmsent . Thiya

will be especilally true 1n the area of persorne] MEn&dsmhaent

b

The sxcursion througn persconns, Danagsment of  ons

Alrcratt and aunltions maimisEnancz businsEss bsgan wihkdh &
Fizstorical perspective-—a loock at "our rocts.” This ravigew
retlected both stabilitv and change. It has veesn sSoLasis 1n
the sanse that thers has alwavs  gxi1stes the  mesg Tor

personne! disciplined in planning, organlslnd., GiimsSci L

coordinating. and supervising mIintznance activities. 1R

it
o
il
i}
n
0
2
}t

chanc

in the evolution +rom many  technloa |y




oriented to a few managerially oriented speciraltiss. The

changes in education and training reguirements attest:

Yi
'
il

this evolution.

A snapshot of the maintenance utilization fisld of
today treveals several interesting features. First. the
fiald is mistitled the “Aircra%t'Maintenance and Munitions®

utilization fielid, thus giving the imbressicn that w ao

1

something with wmunitions but we do not maintain Lhem

Second, accession standards are not stringent--therz are no

mandataory undergraduate degree areas  of

soeclal 12atian.,
until recently there were no minimum AFOET scors standards.

and there are no technical aptitude reguirements +t0or a v121a

of disciplines fthat i1s technicallv bassd. Thirg. raoant
initiatives aside, training pragrams have sEottomioed =
reactionary nature of mission support skl manzsehent.

Lastly, trne current demographics reflect am authorizatilon
basz 30 skewed to the +fi12ld grade side a3 ©0o N&EI®22 LAl
overmarnning of lieutenants and undermanalng of malors and

li1eutenant colornels., thus driving grads substitution anc oo

L

recetition. This 15 certainly not 1deal career MmanadsmaEnt
1in any m=aningful amalysis.

When we logk at the future we z23aln 522 a threstocg
challenges: maintaining a =iamificant nunbz=r o1 Current
2ircratt nto the next centurv: fi1istding and nteEgratina

host ot new techhoioagies and syszst:

Il
fil

ms: and. desz=iopine tna




organizational and support structures for both. The first
invalves improving the reliability, maimntainaoiliitv,
availability, and supportabitity of existing systems. The
second reguires integrating many and vastly dirferent
svystems and technoleogies into this structure. The *thirg

requires detailed assessment of emplayment scenarios to

define the organizational concepts best tailored o
sucocessful mission accompl ishment, and to grchsstirate and

lead this evolution, wse nezd maintenance officers wibh The
capacity and aoility Lo understand Lhese new sSvsteEms 21d Lo
Igad an enlisted worktorce far more capadle thasr an Ths
past,

In assesesing whether or not todayv 3 m&alntEnancs
cfficer 13 prepared to mest  thes

interesting imsilights come to

it

he surtaces.

the underaraduste dearese andg AFOQT

minlmums  raguired  of  all new Iaccessions, thnees T

Ty

specific entry reguirements intao The ma LT eananc

diziplines. Thne contentiaon is that, with time, maintienancs
officers 153t the nesd {or tschnical ocompstenc. 2nd  Can
succzed on management prowess alones. It certalnly sazes Lhe

ACCE3510n process bubt 1t 1s naive approach $to the tutes,

11l

Second, both the functional and resourcae mManagErs

have stated the resed +or "well rounded maintenancs offiowrs

with «cood breadth of experisncss! this woroqides s Ln



generalists, the touted Air Force philosophy, that we n2ea.
Thay are guick to add, however, that some cersonng!l o0
become identified with specitic commands and bLecome the
"cammand specialists" that we also need. Realitv. howsver,
shaws all too few duty positions requiring "'general izsts" and
a car=zar managment svstem that acknowledaes withovt "commana
sponsorship"——command specialists-—promotions are tew and
tenure is short.

Third, the . authorized grade structurs need

N
th
a

overhaul . The exizting +iseld grace to compbany 4arads
autharizaticon split is not compatiole with sound cCaresr

management philosophy. But rather than corrsct the pros:am

A1]

At the source, the Ailr Force has siscted to wuse wors- -owndg
methods to make the aberrations toierable. ThHis resuwitz an

"the system” telling commands that grade substitubion 13 &

mece

it

3ary tact of jTi1t+e and tellimng tha 1ndivides! TLhat L0
regehition iz careeser enhancing.
Fourth, the recent 1nitiabtives to “remsd«." initia,

training is annther example of our reactilonarv peocl i lf

T
it

but a welocoms chamge nonsthelsss, The orooozed e Ta

]
1

continulng education courses will be beneficial, Sub non +or

all Qftticers. The proposed Courses ali s W1t
"Tlogistics." The lgaisitcs career area 1ncludss misslioo
maintenance . aircratt and muanitions Mmaimbenanoe,

tramnsportation, zervices, supply, 3CQULIs1Ticn Conbtraching

for .
ol e o

e
-
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and logistics plans and oprogarams. Mo one canrn DEeEZone
praoficient 1n all these dizciplines. That =oms should be

afforded training and emplovyment opportuni

ot
-
i
t
"
i

moare Lhan

one o0f thesze disciplines 13 ryrecognized, but  this

13
assuredly the exception rather than the rule. Aand  thes
proposéd major command trainirng courses carry two meEzsaunss:
the commands want ocersornnel technically M"awaiitisd” oo

specific svstems &and managzsrially compstent 1N Boediran
organizational concepts.

Lastly, the day to day =smoloyers oOFf (GAlNLENATs

officers, ths major Commands . tlave sliahtiyv SJitf=ming

perspectives  than thoge offered by the +tUncLionad it
resouwrce manalsrs. And  they acknowiedzs Lhnat trmes i ain

issue that reduires careful thougnt an slamining  toadsa. oo
2nsure we are preparsd to mesr the challzsnoass ot e +ux

it eal =0

The comsensus botiomlime reads 3 fol lows

ofric2rs need a level of technical compshtancs: the alraor
and munitions AFSCs showid be comoinsd, orovidsd sucleacs
weanpens expertlse 13 malintalined: th2rz 1s no n2ed Lo 40300

traiming prrograms  with Instruadtion iy oL faoagrshios

discaiplinas: Yiogistics asneralizhzs” &z ;ob atosinatle:
and, zithouan trney wndsrstiand tre "svsten”" thes ors-ss Lo
11mnk parsonnsl tn  conmmands to maintailm contirian sy AT
Selnerl1ance, The real  pottomline 13 whahher Lracs 13

si1anlricant ditfersznces between command g2szi1rss 20 how L

a7

L2




"svstem really works" and between real ocperations and what
the functional and resource managers profess as "policy ..

It is time to put aside parochiail perspectives and buiio

W

system that provides what we need to best do our Jjob.




CHAFTER VII
RECOMMENDAT IONS
"“Ferhaps nowhere else 1s the attention to war
fighting dimensions more critical to the Gir Force than in

the field of logistics."{(7:10) The environment of tn

fii

future will be markedly different from that ot today =and tha

chalienges and opportunities for the logistics suogos

'
o+

systems are evident. This will gertainly Le ©r
personnel arena.

"Moo single FeESOUrCe NAas & greatér iabact o AL
Force readiness and the capabilitv to support nationsd
szcurity cbjectives than cur people." (1070 It 15 geon) s

who aeveliop. implement. and maintain the logistics suwport

zystems that will provide us the sustainabilits o«

It TR T N
fighting. It 13 1n the personnel arsnas Sso8ciat i~ Lhioze
ascects addressed 1n this reoort, that to= @ir Sorce Sas

estensive lati1tude to eftect the changes neceszar s L0 &N@oar &
our resgurces are aorepared for thelr resgoonzinilltiss.,

Al Force maintenancs personnsi . 20l

-
it
it
N
T
9
‘_\
Tt

officer, have long been and, 10 20ome senses, still are Labkan

for 3arantesd. The reversa side of the YMainbtsnanos ovrioer
Rssoci1ation membership card readz: Y"...therse 12 notrniog i
. . . _ 4
giamorous acout maintaining sircrath and ohars pever  nEz §
- . ) x

been ... But there are & lot of oroud peonls 1o Loz
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business and they are interested 1n ensuring we are ready to
mest &ny challenge. While Air Force leadership at trhe
highest levels works diligentiy to sustain gquality of lite
we must endeavor to “field" the most capable fightirmg force
attainable. And it all starts with the standards we st for
oursel ves,

We have made great strides 10 the anlisted

maintenance specialtiss over the past saven vezrs. Credin)

il

program  snhancements  are wnderway  snd

a}
5
)
mn
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book s. The kev will be to maintain the level of oroursss
It is now time +or us toc l1gok at the officer si1de or Lhic

issue. This can be done in thres =tagas,

Stage One--—The Near Term '

For ths very near term we must press  anhead

vigorously with the proposed changzs to ths formal tezwnioag

program., The merqQer of aircratt and munstions Cowrses
carnnot oe delayed much longer without 1mpacting <acaoll oty .,

The obviouws attendant achtion iz the mercer or LHe atrorads

and munitons=s soecialbties at the company ar-aud e

1
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Huclear sxpar
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utilization patterns 4G

not support separate skills: such an argument 1: tambamgunt

1o g2aying we need to resurrest the avionios soscialiy. I+
12 only nakbaral diven  our proclivity Tor TmAanaderial
generalilsts.” Flanning and devaloning ot ThE major Commsnd
and AFIT follow-on training prodgrams should  Geocoeasd . Vo

50




implementation of the latter will, however, rneed to be t.sd
to later personnel decisions on how we intend to devalop anag
empl oy logisticians, both the general ists and the
specialist.
Stage Two--The Intermediate Term

In the slightly longer term, we nesd to visit our
accession and assignment philozophy. The commands reszgondsd
to the 1nguiries stating that they ceszired a cartain levei
of technical competence in Ltheilr maintenance ortic=rs and
timat they desired to keep them on "eiastic apron =trinas.”

To say that we "meed" oftficers with technical compscsEncs 3

th

rnot to imply we must establiish engineering dearess Aas

th

requiremenrnt; it 1s also not to say tnat we need orricsers wng
can pertorm 1n a “wrench turning” capacility., Fut thsv I
need <some level ot capability to comprenend techoioas

conceptzs and to dizscuss them witn subordinates and SULr Lin

v

alike. I+ this 18, 1n rtact, desireapls thnen acfion =HoWwig
be 1nitiated to study taitoring tﬁe AFORT or soms S1intiar
testing apparatus to assess technigal aohibuds. Jine CGior
suggestad that the ability to make a decislon was sowalbw 1«
not more 1mportant., While acknowledging thes 1moortance ov

this ftrait, it might bese better adodressed Ccuring  obthose

training forsa, and not asz an agcsssion tool . Sueh devicss
as the Myers-Brigas Tvoe Indicator and/or the Lesd HMair ia




should be administered early in an individual ‘s career and
not “saved" until attendance at senior FME.

The second intermediate term area is the assigamesnt
process. It is time to reccognize that #nsuring contimuwitv

ana readiness is more important than equal sharing of in

L
Q
=

and pain. The commands have come cn line statbting that thes
desire to retain a modicum of corntrol over their persomne .
recognizing the occasional tours outside the parent commard
Lommand parenting builds stabilitv, continuity, readines:
and sustainability. To move pegples betwsen Conmands,
weapons systems, and the l1ike because of "turn i fnoe
barrel" or personnel management whims of a Junior resourcs
manager does not make good z2nse. This i3 not f£o
people cannot move acreoss command limes 1f taev =0 dezice
nor 15 1t to say that 4ir Forcz rzscuirements showld mob be

consldered fircst. What 1t does =zay 12 that we neeg to ta s

& hard., +resh locok at how best to do the aob. recoamizs the
r<alities, and ensuwre the commands have ths LINE .
beiisve necessarv to do the job.
Stagzs Tiree——The L.ong Term
The longer term Qbjectlves &re mo 1ess chal iengana,

recole snter the mainbtenance buziness from technical zchoo)
as aperentice specialists, not as "readv" manzgsrs. In times

thes lzarn the systems and the processee and thev  Qrce.

expand., and advance. Az theyv advancs., horizons broacen as
Sz

-
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do their areas ot knowledge and expertise. This doess nol.

in and of itself, quality them as generalist, a t=rm that 13.

rapidly losing its meaning 1n any opei~able sense. ARG The

reality of a lagistics generalist in its broadest contesl

iyl

below the Air Staff and AFLC levels, is ludicrous.

There are some very specialized aspects in the fisia
of loaistics, and they differ 1n the wholesale anc retatl
Arenas. Specialists are needed 1 bobh arenas anc at atl
Tevels., General izts, in the narrowest and Or oAzt
cﬁntexts, are morse appropriately employed in th2 wnolesals
arena. It is imperative that we recognize thisz nees and noct
arbitrarily and capricicuslv mandate 'generalizm" as tne
wave ot the Ffulure or the wave will Llow us wver . o &

aside, 13 the generalist concept receiving serlous &nouwsn

attention to comsiger magor altaration Lo The ori-oeieots
gvstem? 1 think not,
There 13 anchtner asoecht of what ws SoeSct

maintenance ocfficers to do, ana that iz 1nm relation Lo ows
sexpectations of the senior enlizted corpz. Z=ani1or z0d ohilest
mazter sergeants are 5taf¥ or mnanagem=nt level rinkz and wic
expect pesrsonmel in those grades to serve 10 thoss oosibi ios
and 1n those capacitiss. Given thess 1AQivIOUW&TE. wlinl

proven years of Ltraining and eqdperlence, whesre doss
aofftic=r +1t in Lo the svstem? Why do we nesd otdicer anc

enlistzd managers 1n the same units? Lo we need them 1o Lrs

I8




1

grades and numbers we see taoday”? These may well o area

o

forr serious consideration and another research =ffort. T

7
Iy

issue is wise personnel management .

Any meaningful restructuring  or ofticer
authorizations must begin with an understanding of the
proper officer to enlisted mix reauired to best accomplish
the mission. Once a philosoohy or concept aof operabticons 15
established then w2 can approach the ska2wed authorizaiilon
base. The Air Force has labored lomg and hard, &t i=ast
recently, thrrough such tachnigues as the Career oDrocresslon

guides, to make the enlisted specialties self-sustaining

=

il

The Air Force instituted arbitrary agdgustments to  ths

authorization structuire to effect Lie "oyramid” aor desirsc
tract. This same concept armd philosophy can be apolisd Lo
the officer authorizations. First, we must dstins Lha
relation and delinestion of responsibility betwean o+ ioer

and enlisted maintziners, then, we must tabks the dir+icail
but mecessary step to deveiob a caresr +tisld that bovios
from the bottom up.

Far the wvery long term w

i
Ti

nesed & faorwacd ook an

U]

nalveis of tuture weanpon svstem impacts on the desian ana

comoosition of taomgrrow’'s malnbtsnance off poar, S o Ty Aan
shouwid be initiated to keep abrzast of new tzchrnoiocorss and

concepts of operstions and to dsfinse the rove of 0 Los

malntenance otficzr to thus ensure reguiremants =rs "Tronc




P

end loaded"” in our accession, classification, trainimg. and
assignment policies, It iz time to be proactive. We cannot
wait for the ATF and ATE to be fielded to determine what we
want , “pect, and need 1irn our malntenance ofticers. Tre
Tinkage is too obvious, the reszsources too scarce, the need
too great to wallow in the reactive style of trhe past
Maintenance officers must face the i1zsue with a ciarity or

purpose; the recommendations offered here orovidse ot A

departure point,
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